Specifications for Joint Services Operations Review

Purpose of Operations Review
The City and County of Kenosha will jointly undertake an operations review of
Kenosha City/County Joint Services. The primary purpose of this analysis will be
to review the operations of Joint Services to determine whether operations as
they are performed today are conducted in an efficient manner and whether
additional efficiencies can be achieved. This review will include an examination
of the required service delivery of Joint Services, the workload of the operation,
and resources necessary to provide the required level of service. The analysis
will help to determine whether shifts in resources, or additional resources, are
needed to deliver sound service to the public in this critical public safety
operation. The review will assist the County and City to determine whether the
existing core structure of Joint Services is the best structure, or whether
changing the core structure would provide operational and financial benefits.

Background
Kenosha City/County Joint Services is the result of a combined effort between
City and County governments. It was established in 1982 as a separate
government agency to provide the safety support services for the Kenosha City
Police and Fire Departments, Kenosha County Sheriff's Department, and various
other law enforcement and emergency services agencies.

In 1982, the County completed construction of the Safety Building, which it owns.
Joint Services, the Sheriff, and the City Police Department, occupy the building.
Debt Service has been retired on this building. The City and County share in the
cost of maintaining the building through the Joint Services cost allocation.

A 7-member Board oversees the operation of Joint Services. It is comprised of
‘three County government representatives, three City government
representatives, and one at-large member mutually chosen by the Mayor and
County Executive. The Board employs a director who is responsible for the day-
to-day operation of Joint Services.

Joint Services is divided into six departments: Administration, Communications,
Records, Fleet Maintenance, Evidence/ldentification, and Management
Information Systems. Seventy-three people are employed by Joint Services with
the Communications and Records Departments staffed on a 24 hour a day, 7-
day a week basis. -

Joint Services personnel:

e Handle all 9-1-1 calls and other emergency and non-emergency calls for
-service for the Kenosha Police and Fire Departments, Kenosha County
Sheriff's Department, and county fire and rescue agencies on a 24 hour a
day, 7-day a week basis.



e Maintain all records pertaining to arrests, complaints, incidents and
investigations for the Police and Sheriff's Departments and provide reports to
citizens upon request on a 24 hour a day, 7 day a week basis.

e Prepare, maintain, and repair the fleet of Police and Sheriffs Department
vehicles.

» Perform identification, evidence, and photographic processing for the Police
and Sheriffs Departments; identify criminals through the use of physical
evidence; and testify in court as to the physical evidence of a crime.

Joint Services was established as a result of separate resolutions adopted by the
City Council and the County Board. Joint Services is considered a governmental
agency. It participates in the State of Wisconsin Retirement System, and is
subject to state mediation and arbitration laws. The City and County each pay
for V2 of the budget for Joint Services.

The dispatch facility in the Safety Building is not considered adequate for the
nature of the current operation. The facility has become more challenging due to
the implementation of the county-wide wireless 9-1-1 system. The County is
presently planning to construct a new dispatch center. However, this has not yet
been approved by the County Board.

Operations Review
The firm will analyze each element of Joint Services operations, as described

below:

All Operations
For all operations, analyze the organizational structure and function. Review the

functions and how they are staffed. Advise as to whether the operation is
adequately staffed as to number of and qualifications of staff. Are the right
positions included in the operation in order to accomplish the required tasks? Is
the organization staffed with employees that have the proper experience,
training, and education to perform the required tasks? For each area that is not
within the industry norm, not effective, or is a possible subject of improvement,
the consultant will offer guidance as to why and what corrective action can be
taken or what improvements can be made. The need for shifting of internal
resources, or a need for additional resources needed to make the necessary
changes will be identified. The consultant will review statistics for all areas of
operation and advise whether performance complies with customary industry
standards and practices. The consultant may identify and report other
operational efficiencies that are not specifically identified in this RFP.

Dispatch
The analysis will review the recruitment and selection process and timeframes

and determine whether it is appropriate. The analysis will also review whether
the rejection rates meet industry norms. Staff turnover and training will be
reviewed to determine whether it meets industry norms. The practice of requiring



dispatchers to be trained on all dispatch counsels will be reviewed. The
scheduling process will be reviewed. The scheduling review will examine
whether using part-time or contracted staff would have the potential of improving
the operation and whether using part-time staff would helping alleviate
scheduling problems (currently, all dispatchers must be full-time). The analysis
will examine the supervisory structure, and whether staff are properly supervised
on all shifts. It will review whether supervisory staff have the appropriate training
and experience.

Records
The analysis will determine whether records staff can be cross trained for

dispatch and vice versa, and whether this would be beneficial to efficient
operations. The intent is to explore whether records staff can fill in when
dispatch is short staffed due to vacancies, call-ins, etc. Is it possible to waive
NIMS training for records staff?

Management Information Services

Review to determine whether projects are being completed in a timely way. MIS
is privatized at Joint Services. |s this structure effective and efficient? Analysis
will explore options relative to providing services to law enforcement agencies.
Are all programs properly documented? Should a security review be done?

Evidence/ID
Does the department need additional resources e.g. equipment or personnel?

Fleet Maintenance

Review the CISCO fleet maintenance record keeping system. Determine
whether there are records that are not being captured that would help with the
efficiency of the operation. Review whether certain functions would be better

outsourced.

Administration
Is the office properly staffed as to the expertise required to handle the
administrative functions e.g. accounting, personnel, benefit administration,

internal control, etc.

Core Structure
The analysis will review whether the current structure of Joint Services meets the
needs of the City and County with regard to governance, oversight, and
operational efficiency. Should another organizational structure, such as
reconstituting the Board of Directors, or moving part or all of the operation to one
unit of government be considered for purposes of improving governance,
oversight, and operational efficiency? By maintaining Joint Services as an
independent organization, the City and County share equal standing on the
Board and equal representation as to its oversight. This is important because of
the nature of the services provided, and the manner in which these critical



services impact upon both the County and City. However, The City or County
may be willing to sacrifice a measure of control if operational efficiencies could
be achieved through consolidation with one of the major units of government.

The analysis shall examine the current form of governance, and offer
recommendations for improvement. These recommendations would advise as to
whether the Board structure should be changed if the core structure of Joint
Services where not changed. Such a review would include setting Board
standards to ensure the Board of Directors is properly engaged relative to
governance responsibilities. It would also examine issues relative to conflict
resolution and ways to improve relationships with agencies served by Joint
Services. If a recommendation is made to change the core structure, the
consultant shall advise how governance should be structured in order to
accomplish satisfactory representation from all parties involved.

The analysis will review whether internal and external communication is properly
forthcoming from Joint Services. It will examine whether communication
between Joint Services and the Board of Directors is appropriate.

Any recommendation to change the core structure of the operation will take into
consideration the State law on levy limits and the ability of local governments to
consolidate under the intergovernmental transfer requirements.

Vendor Selection and Contract
The selection of the vendor and finalization of the Contract will be mutually

decided by the City and County.



AGREEMENT TO PROVIDE
PROFESSIONAL CONSULTING SERVICES TO
JOINT SERVICES OPERATION OF
THE CITY OF KENOSHA, WISCONSIN AND
THE COUNTY OF KENOSHA, WISCONSIN

THIS AGREEMENT, entered into this 37-4 day of /=2 buxnys . 2008, ang
effective immediately by and between MAXIMUS, Inc., a Virginia corporation
(hereinafter called the "Consultant,", FEIN ) and the City And County of Kenosha,
Wisconsin (hereinafter called the "City/County™), WITNESSETH THAT:

WHEREAS, the City and County are interested in determining the cost of
services that the Joint Services Operation provides to the City of Kenosha, Wisconsin

and the County of Kenosha, Wisconsin, and

WHEREAS, the Consultant has staff knowledgeable and experienced in the
requirements of developing such governmental cost sharing studies, and

WHEREAS, the(City/County desires to engage the Consultant to assist in
preparing such a study.

NOW THEREFORE, the parties hereto mutually agree as follows:

1. Employment of Consultant. The City/County agree to engage the
Consultant and the Consultant hereby agrees to perform the following services.

2. Scope of Services. The scope of services is the determination of the shares
of cost to be paid by the City of Kenosha and County of Kenosha for the Joint Services
Operation, as described in Consultant's November 26, 2007 proposal, which is attached

hereto and incorporated herein.

~ 3. Time of Performance. The services to be _perforjmed hereunder by the
Consultant shall be undertaken and completed expeditiously, within 10 weeks after
onsite commencement. Provided however, the Consuitant shall not be liable for delays
in performance that are caused in whole or in part by the City/County, third parties over
which the Consultant does not have the legal right to control or forces de majeure. The -
period of performance shall be extended by the period of delay contemplated herein.
One draft report and one final written report shall be submitted to the City/County. In
the event that more than three weeks pass after delivery of the draft report without
changes noted by City/County, Consultant shall reissue the report as final.




4. Compensation. Compensation is a firm fixed price of $16,963. Details
shown in Exhibit 1 of the proposal are {o explain the methodology only and are not a
time and materials proposal. This firn fixed price assumes that the City/County will
review and edit a draft report and that Consultant shall respond to those changes in the
final report. City/County requests for additional drafts are subject to firm fixed price
change orders based on the rates quoted in Exhibit 1 of the proposal.

5. Method of Payment. The consultant shall be entitled to payment in
accordance with the provisions of this paragraph. Consultant shall invoice 50 percent of
fee one month after onsite commencement and the balance upon delivery of the report.
City/County shall pay invoices received within 45 days of the invoice date.

6. Changes. The City/County may, from time to time, require changes in the
scope of the services of the Consultant to be performed hereunder. Such changes,
which are mutually agreed upon by and between the City/County and the Consultant,
shall be incorporated in written amendment to this agreement.

7. Services and Materials to be furnished by City/County. The City/County
shall make reasconable effort to furnish the Consultant with all available necessary
information pertinent to the execution of this agreement. The City/County shall
cooperate with the Consultant in carrying out the work herein, and shall provide
adequate liaison between the Consultant and other agencies of the City/County.
Consultant shall be entitled to rely upon the accuracy of information provided to it by

City/County.

8. Rights to Terminate Contract. If, through any cause, the Consultant shall
fail to fulfill in timely and proper manner his obligation under this agreement, the
City/County shall thereupon have the right to terminate this agreement with or without
cause, by giving written notice to the Consultant of such termination and specifying the
effective date thereof, at least five (5) days before the effective date of such termination.
Provided however, Consultant shall be compensated for services rendered and
expenses incurred through the effective date of termination hereunder.

9. Information and Reports. The Consuitant shall, at such time and in such
form as the City/County may require, furnish such periodic reports concerning the status
of the project and other information relative to the project as may be requested by the
City/County. The Consultant shall furnish the City/County, upon request, subject to
reasonable prior notice, with copies of all documents and other materials first prepared
or developed in relation with or as part of the project. Consuitant shall not be obligated

to deliver copies in person.

10. Records and Inspections. The Consultant shall maintain full and accurate
records with respect to all matters covered under this agreement. The City/County shall
have free access at all reasonable and proper times to such records and the right to




examine and audit the same and to make transcripts therefrom, and to inspect all
program data, documents, proceedings and activities. Consuitant shall maintain
interview notes, working papers and other documentation of findings for a period of five

years after delivery of the final report.

11. Accomplishment of Project. The Consultant shall commence, carry on,
and complete the project with all practicable dispatch, in a sound economical and
efficient manner, in accordance with the provisions thereof and all applicable laws. In
accomplishing the project, the Consultant shall take such steps as are appropriate to
ensure that the work involved is properly coordinated with related work being carried on

within the City/County.

12. Provisions Concerning Certain Waivers. Subject to applicable law, any
right or remedy which the City/County may have.under this contract may be waived in
writing by the City/County by a formal waiver, if, in the judgment of the City/County, this
contract, as so modified, will still conform to the terms and requirements of pertinent

laws.

13. Matters to be Disreqgarded. The titles of the several sections, subsections,
and paragraphs set forth in this contract are inserted for convenience of reference only

and shall be disregarded in construing or interpreting any of the provisions of this
contract.

14. Completeness of Contract. This contract and any additional or
supplementary document or documents incorporated herein by specific reference
contain all the terms and conditions agreed upon by the parties hereto, and no other
agreements, oral or otherwise, regarding the subject matter of this contract or any part
thereof shall have any validity or bind any of the parties hereto.

15. Third Parties. The City/County and the Consultant are the only parties to
this Agreement and are the only parties entitled to enforce its terms. Nothing in this
Agreement gives, is intended to give, or shall be construed to give or provide, any right
or benefit. whether directly or indirectly or otherwise, to third persons.

16. When Rights and Remedies Not Waived. In no event shall the making by
the City/County of any payment to the Consultant constitute or be construed as a waiver
by the City/County of any breach of covenant, or any default which may then exist, on
the part of the Consultant, and the making of any such payment by the City/County
while any such breach or default exists shall in no way impair or prejudice any right or
remedy available to the City/County in respect to such breach or default.

17. Personnel. The Consultant represents that he has, or will secure at his own
expense, all personnel required in performing the services under this agreement. Such
personnel shall not be employees of or have any contractual relationship with the



City/County. All of the services required hereunder will be performed by the Consultant
or under his supervision and all personnel engaged in the work shall be fully qualified to

perform such services.

18. Consultant Certification. The Consultant certifies that the Consultant has
not been convicted of bribery or attempting to bribe an officer or employee of the
City/County, nor has the Consultant made an admission of guilt of such conduct, which

is a matter of record.

19. Indemnification. Each party shall be responsible for its own acts and will be
responsible for all damages, costs, fees and expenses that arise out of that party’s own
negligence, tortious acts and other unlawful conduct and the negligence, tortious acts
and other unlawful conduct of its respective agents, officers and employees.

20. Limitation_of Liability. The City/County agree that Consultant’s total
liability to the City/County for any and all damages whatsoever arising out of or in any
way related to this Contract from any cause, including but not limited to negligence,
errors, omissions, strict liability, breach of contract or breach of warranty shall not
exceed, in the aggregate, four times the fee actually paid to Consultant during the

contract term.

In no event shall either party be liable for special, indirect, incidental, economic,
consequential or punitive damages, including but not limited to lost revenue, lost profits,
replacement goods, loss of technology rights or services, loss of data, or interruption or
loss of use of software or any portion thereof regardless of the legal theory under which
such damages are sought even if a party has been advised of the likelihood of such
damages, and notwithstanding any failure of essential purpose of any limited remedy.

Any claim by the City/County against Consultant relating to this Contract must be made
in writing and presented to Consultant within one year after the date on which
Consultant completes performance of the Services specified in this Contract.



21. Notices. Any notices, bills, invoices, or reports required by this agreement
shall be sufficient if sent by the parties hereto in the United States mail, postage paid, to
the addresses noted below. Notice shall be effective upon receipt.

Kenosha City/County Joint Services Agency Bruce Cowans

c/o David Geertsen, County of Kenosha Senior Vice President

& Nick Arnold, City of Kenosha MAXIMUS, Inc.

1010 56" Street 1033 Skokie Blvd, Suite 350
Kenosha, Wisconsin 52140 Northbrook, IL. 60062

IN WITNESS WHEREOF, the City/County and the Consultant have executed this
agreement as of the date first written above.

City of Kenosha, Wisconsin MAXIMUS, Inc.

5/4«% W [ /

By-UBruce Cowans, Senior Vice President
County of Kenosha, W%
By: '



Joint Services Fiscal Review

Purpose of Fiscal Review

The City and County of Kenosha will jointly undertake a fiscal analysis of the
Joint Services operation. The primary purpose of this fiscal review will be to
determine the dollar value of services provided by Joint Services to City-
residents, and develop an equitable formula to distribute the costs.

Background
Kenosha City/County Joint Services is the result of a combined effort between

City and County governments. It was established in 1982 as a separate
government agency to provide the safety support services for the Kenosha City
Police and Fire Departments, Kenosha County Sheriff's Department, and various
other law enforcement and emergency services agencies.

In-1982, the County opened a new building. Construction was funded by the
County. Included as part of this new building was space for the City Police
Department. The City also closed its holding cells, and the County assumed
responsibility for holding inmates arrested by the City Police. The City does pay
rent to the County for leasing the space for the police department. Also, it pays
$5 per day for holding inmates. The debt service on the building has been

retired.

A Board oversees the operation of Joint Services. It is comprised of seven
individuals, three are county government representatives, three are city
government representatives, and one is mutually chosen by the Mayor and
County Executive. The Board employs a director who is responsible for the day-
to-day operation of Joint Services.

Joint Services is divided into six departments: Administration, Communications,
Records, Fleet Maintenance, Evidence/ldentification, and Management
Information Systems. Seventy-three people are employed by Joint Services with
the Communications and Records Departments staffed on a 24 hour a day, 7-

day a week basis.

Joint Services personnel:

e Handle all 9-1-1 calls and other emergency and non-emergency calls for
service for the Kenosha Police and Fire Departments, Kenosha County
Sheriff's Department, and county fire and rescue agencies on a 24 hour a
day, 7-day a week basis.

e Maintain all records pertaining to arrests, complaints, incidents and
investigations for the Police and Sheriff's Departments and provide reports to
citizens upon request on a 24 hour a day, 7 day a week basis.

» Prepare, maintain, and repair the fleet of Police and Sheriff's Department

vehicles.
/Y



« Perform identification, evidence, and photographic processing for the Police
and Sheriffs Departments; identify criminals through the use of physical
evidence; and testify in court as to the physical evidence of a crime.

Joint Services was established as a result of separate resolutions adopted by the
City Council and the County Board. Joint Services is considered a governmental
agency. It participates in the State of Wisconsin Retirement System, and is
subject to state mediation and arbitration laws.

Funding
The City and County have funded Joint Services on a 50/50 basis. Joint

Services develops a budget, and the City and County pay ¥z of the net cost of the
budget after deducting revenues and other Joint Services funding. In addition to
City residents paying Y2 of the cost directly, they also pay the County levy that is
apportioned to the City. In 2007, the County apportioned 44.94% of its net levy
to the City. If the City’s share of the 50/50 payment is added to the gross amount
of the County’s 50% share of Joint Services costs, it has been estimated that a
City resident pays about 73% of the cost of Joint Services operations. In 2004, a
study done of the dispatch operation as part of a study called the “Tax Equity
Study” has estimated that the City receives about 60% of the services provided
by the Joint Services dispatch operation. The study did examine dispatch.
However it did not examine other services provided by Joint Services. Dispatch
accounts for about 30% of the Joint Services property tax levy.

Methodology of Analysis

Cost Accounting _
The cost accounting analysis will look at all services performed by Joint Services.

It will review services or costs incurred by the City or County that would normally
be within Joint Services as currently exists, but are incurred exclusively by the
City or County for the benefit of the Joint Services operation. The analysis will
measure each service provided by Joint Services as a service unit, and will
determine the cost to provide each unit of service. Revenues will be applied to
each unit of service, excluding tax levy and reserves used, to arrive at costs that
impact upon the tax levy of the City and County. The apportionment of County
levy for Joint Services will be taken into account in this analysis. The analysis
will be based upon a full costing, to include depreciation and interest costs, all
costs of capital, overhead, and any other identified costs. It will be based upon
actual audited costs incurred in 2006. Upon completion of this analysis, the cost
of Joint Services that benefits City residents, after deducting applicable revenue,

“will be determined.

-Total City Share of Cost Paid
After identifying cost, the analysis will determine how much City residents pay for

Joint Services, both directly and indirectly through the City share of the County
apportionment. The following provides an example of the formula that calculates

total City share:




Total Joint Services budget split by City and County $6, 000, 000

% County equalized value 55%
% City equalized value 45%
% services of Joint Services received by County 32%
% services of Joint Services received by City 68%
County direct tax levy for Joint Services Budget $3,000,000
City direct tax levy for Joint Services Budget $3,000,000
County City
Direct property tax levy budgeted $3,000,000 $3,000,000
$1,350,000

County levy apportioned to City

County levy apportioned to County $1,650,000

$1,650,000 $4,350,000

Direct Levy adjusted for apportioned levy
28% 73%

% of total levy adjusted for apportionment

In the example above, the City receives 68% of the services provided by Joint
Services, but pays for 73%. It is notable that while the City does pay 44.94% of
the County levy through the apportionment, the amount paid by City taxpayers is
netted against certain revenues. The County accumulates all gross costs,
including its $3 million share of the Joint Services levy, and reduces it by certain
revenues such as $10 million of sales tax and $3 million of shared revenue. This
will be examined as part of the review, but is not shown in the above example of

the formula.

Formula Recommendation

The selected firm will assist the County and City in devising an updated formula
to be used to allocate the tax levy of Joint Services in a fair and equitable
manner. This formula will take into account the findings of this analysis and
constraints placed upon the City and County upon the respective ability of each
government to increase levies under State levy limits. This new formula will also
provide for formula amendments in the event that other units of government

within the County wish to participate in Joint Services.

Vendor Selection and Contract _
The selection of the vendor and finalization of the Contract will be mutually

agreed to between the City and County.

7/



Dave Geertsen - Joint_Services_Fiscal_Review_specifications Page 1 |

From: Dave Geertsen

To: anicka@kenosha.org; kcarols@kenosha.org -
Date: 11/09/2007 9:16:20 AM

Subject: Joint_Services_Fiscal_Review_specifications

Hi Nick and Carol:

Aftached is the updated fiscal scope document. If it is OK, | will e-mail to Maximus, VK, and Sequoia.

| plan to ask the firms for the following: cost, confirmation that they are able to perform the project as
stated in the scope, a copy of the contract, and their anticipated project time line and report delivery dates.

If you are OK with this process, | will send the document to the 3 firms next week to get the fiscal part
started.

The County funds to do the fiscal study are appropriated in 2007.

I plan to work up the operating scope and hope to have the draft done and to you before Thanksgiving.

The County funds are appropriated for the operating study in 2008. The City and County can complete
the scope and select the firm to do the study in 2007, but do the actual study in 2008, if that is OK with

you.
Thanks

Dave

CC: Al Swartz

al
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Dave Geertsen - Re: J oint_Services_Fiscal Review_specifications

PEE AT e e o P e T e I A T TP eI S N BT SRS e e |

From:  Nick Amold <anicka@kenosha.org>

To: Dave Geertsen <DGeertse@co.kenosha.wi.us>

Date: 11/09/2007 12:28:04 PM

Subject: Re: Joint_Services_Fiscal Review specifications _

CC: <kcarols@kenosha.org>, Al Swartz <ASwartz@co.kenosha.wi.us>

Dave

I've reviewed the scope document and it looks good to go.
Nick

On Fri, 2007-11-09 at 09:16 -0600, Dave Geertsen wrote:

Hi Nick and Carol:

Attached is the updated fiscal scope document. If it is OK, I will e-mail to M
I plan to ask the firms for the following: cost, confirmation that they are ab
If you are OK with this process, I will send the document to the 3 firms next w
The County funds to do the fiscal study are appropriated in 2007.

I plan to work up the operating scope and hope to have the draft done and to yo
The County funds are appropriated for the operating study in 2008. The City an
Thanks

Dave

file://C:\Documents and Settings\DGeertse\Local Settings\Temp\GW} 00001 . HTM 08/20/2008



Kenosha City/County Joint Services
Agency, Wisconsin

Fiscal Review

October 2008

MAXIMUS
1033 Skokie Boulevard, Suite 350
Northbrook, Iinois 60062
(847) 513-5508

Bruce Cowans, Senior Vice President
~ Susan Lake, Director
Lauren Hula, Associate Consultant
brucecowans@maximus.com



Kenosha City/County Joint Services Agency
Final Report

Purpose of this Study
Kenosha City/County Joint Services is the result of a combined effort between the City
and County to provide safety support services for the Kenosha City Police and Fire
Departments, Kenosha County Sheriff's Department, and various other law enforcement
and emergency County services agencies. Since its opening until 2007, the City and
the County have each funded half of the Agency's operating costs each year. In 2008,
due to a special arrangement between the City and the County, the City is to pay 48% of
Joint Services operating fund and the County will pay 52%.

The purpose of this study was to determine an equitable way for the City and County to
fund the Joint Services Agency. This report outlines our methodology for determining
the cost of services provided to the City and County.

L Methodology
We used our MAXFEE™ model to determine the cost of services provided by each

department in the agency. We discuss the steps in our study.

A. Productive Hour Calculations- Compensated Absences
Our first task was to determine a productive hour calculation. People do not work 52
weeks per year. An employer pays for 52 weeks, but part of the payment is for
compensated absences such as vacation, holiday and sick time. Since this paid time off
is essentially a fringe benefit, we allocate “duty time” only. We revwed how much time
employees are expected to report to work. For sick days, we assume that permitted
time off is used. This is a reasonable assumption because even if it is not literally true,
the accrual of sick leave carries forward from year to year. The model details the
adjustments from total compensated hours to total hours worked for each Department

by job title.

B. Department Models
Joint Services is divided into six different departments. We developed separate models

for the four “direct” departments: Records, Fleet Maintenance, Evidence/ldentification,
and Communications. We included the costs of the other two departments,
Administration and Management Information Systems (MIS), as administrative costs or
overhead to the four “direct” department models. This section outlines the structure of

each model.

1. Cost/Revenue Summary
The first two pages of each model summarize our findings. The first sheet shows the

total cost of services provided to the County and the City by department. The second
page shows a detailed breakdown of those costs. |t shows the cost per identified
service, the total number of services provided to the County and the City, and the annual

cost for each service.
Each direct department identified their list of primary, quantifiable activities or services

that they provide. The Records department identified 13 primary activities, Fleet
Maintenance identified just over . 40 activities, and Evidence/ldentifieation and

MAXIMUS



Kenosha City/County Joint Services A gency
Draft Report

Communications each identified about 25 quantifiable activities. Appendix A presents
the department lists of primary activities.

2. Labor Costs - Allocation of Time Worked
The next set of forms document the labor cost of each service that we reviewed. The
model lists services in columns across the top of each page: 1) “General and
Administrative” and 2) the “designated services." We worked with the department's
staff to develop an identification of what services they provided, how much time each job
title spends providing a typical service, and for whom (City or County) that service was

provided.

Administrative effort benefits the entire department, but must be allocated to various
services based on proportions of labor cost for direct services. Senior managers and
support staff serve the department as a whole, but typically cannot account for time
spent on specific services.

At the bottom of this set of calculations, we show the time required to serve a single
customer and the total hours of direct staff effort required to provide each fee service.
The Department does not keep timesheets by activity, so the process of articulating time
requirements to serve customers required discussions with departmental staff.

We have analyzed the data to produce four different tables showing the following: Total
minutes by activity per customer, Annual hours by activity, Total annual activity cost, and

Cost by activity per single customer.

Our study allows for three sources of validation to the results. We control the integrity of
time estimates using the following three controls:

a. The estimates applied to all time worked. Overestimating or underestimating the
time required for a service would cause the residual time for other services to be

out of balance.

b. We tallied the time required to serve a typical customer, which allowed the
Department another “reasonableness check ”

. The Department reviewed the data in draft and had the opportunity to revise its
estimates.

3. Departmental Cost Distribution
After the labor costs are documented, the model addresses the non-salary budget items
from each department. Most line items are allocated in proportion to the share of total
labor cost required to serve each designated service or activity. For example, if a
service consumes 5% of labor cost, it is allocated 5% of the expense item. For certain
line items, this assumption may not be reasonable. We worked with the Department
staff to identify any line items that needed to be allocated differently.

MAXIMUS



Kenosha City/County Joint Services Agency
Draft Report

Il Assumptions of the Model , .
Each Department was very thorough in its approach to determine accurate time
estimates and we validated those estimates several ways. However, the process did
require us to make some general assumptions. We believe all our assumptions are
logical and defensible and our goal is to make these assum ptions transparent.

4. General Assumptions
For most services, the agency tracks for whom the service was performed (City or
County). For some activities this data was not available. We reviewed these activities
to determine if there was a similar service that was measured.

For example, the Records Department double checks 98% of all warrants (2% of all
warrants are canceled prior to being double checked). The department does not track

Some activities, such as answering telephones or serving citizens at the front counter,
are general service activities. We allocated this time as general and administrative and
did not try to directly determine for whom the service was provided.

5. Fleet Maintenance
The fleet of vehicles maintained by the City and the County differs. Impalas are the
most common car in the Police Fleet, while the Sheriff Department tends to drive Crown
Victorias. Fleet Maintenance personnel researched industry standards for repair

The Fleet Maintenance Department directly bills the City and County for Parts and Fuel.
Since these costs will continue to be directly billed, they were not allocated in our model.

6. Administration and MIS
The Administration and MIS departments provide “General & Administrative” services
that benefit all of Joint Services. These costs were distributed to the other direct
departments and were built into the cost of their services. The Administration and MIS
model shows how these costs were distributed to the other departments.

We allocated two line items in the budget, lease of space and health insurance costs,
Separately. We allocated the lease of Space cost based on the square foot directly used
by each department. The agency is also responsible for additional space that it does
not directly use, such as the fiing range. These additional lease of space costs were

allocated to each department proportional to its budget.

MAXIMUS 3
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The health insurance costs were allocated based on the current distribution of these
costs to all departments, as provided by the Agency director. The insurance costs for
the Administration Division were then re-allocated to each direct department based on
the number of full time equivalent positions in éach direct department.

7. Communications .
Due to the great variation in the nature of calls received by the call center, as well as the

duration of those calls, it was somewhat difficult for the Communications Department to
quantify, in minutes, the “steps” of all the work that is done. We worked closely with the
Communications Department and the Agency director to develop a list of activities that
are performed, for which the quantities and time estimates can be developed. The
following flow chart outlines the process in the dispatch center and explains which
sections of the call process we were able to include in the model activity analysis.

MAXIMUS
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Page 1 of 2

Dave Geertsen - Re: Update Cost Sharing Model for Kenosha Joint Services Agency

From: Lauren A Hula/MAXIMUS <LaurenHula@maximus.com>

To: "Dave Geertsen" <DGeertse@co.kenosha.wi.us>

Date: 02/17/2009 11:43:06 AM

Subject: Re: Update Cost Sharing Model for Kenosha Joint Services Agency

CC: "Susan S Lake/MAXIMUS@MAXIMUS" <susanlake@maximus.com>, "Bruce B
Cowans’/MAXIMUS@MAXIMUS" <brucecowans@maximus.com>

Hi Dave,

Per your request, here is the exact split if we used indirect costs, but not depreciation. Let me know if
there is anything else I can provide for you.

Thank you,

Lauren Hula

Kenosha City & County Joint Services

Public 8afety Support Services

Summary Results with Direct and Indirect County Costs
Baged on 2007 Expenditures '

Cotngy e, 2l Gt T E Total
Recomds $542 645 $1,458.296 $2,000,941
Evidencefd $163.819 $642,271 $806,090
Fleet M sintenance $336,093 §472,873 $808,967
Communicetions $1,045,731 $1,931,361 $2 977,092
Totel $2,098,269 §4,504,801 $6,593,080
Pereriage of Cost 31.67 % 68.93%

Allocsted costs exdlude expensas the vere direcly billed to the C#y and County

50% Raid By County Direct Tax
Levy $3,.280.210
0% Paid By City Direct Tax :

L LI . $3,280,210
Additonal Courlly Costs

Incured indirectly $32 670
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